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ABSTEAfcT 

Higher order. need stretfgth (HONS) has bee^ ^hovn to. 
moderate the relationship b^tveen vork role characteristics and some 
traditional dependent variables in organizations. It vas hypothesized 
that employees^ vith strong HONS might be more sensitive to- 
variability iiC^heir work env}.ronments than people with weaker HpN.S. 
This would happen because these employees, expect that their. needs can 
be statisfied at work. Second, it was hypothesized that employees * 
vith strong HONS would be mqre likely than employees with weaker HONS 
to ^notice more variability especially in two aspects of worTj: < 
(intrinsically motivating job characteristics and 
performance-contingent rewards) that are most relative *to these 
needs. 'Employees. wii:h string HONS would be less sensitive^ howeve^, 
to- supervisory style aj^d coordination^ the other twd vafjLabJres^ 
measvred. The sajuple was 957 (response rate = 79X) employees of all' 
levels and all units of a heavy manufacturing company located in the 
Midwest. The results suppbrted the .hypotheses that" employees' HONS is 
Mia ted to the variances in their perceptions of jth-eir work 
environments and that the sensitivity to. envixonmental variation is 
more pronounced for aspect's of the vork envi^^onment^ that may be' 
instrumental' in satisfying HONS (job characteristics) and that may 
-serve as feedback on ^ob performance (contingent reward^). 
(Aujbhor) . 
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Abstract 

Higher order need, strength (HONS) has been showoa to moderate the relationship 
between work role 'characteristics and some traditional dependent variables 
in organizati6ns. It was hypothesized that employees with strong HONS might* ' 
be more sensitive to variability in their work environments thari people "with 
weaker HONS, This would happen because these employees expect that €heix needs " 
can be satisfied at work. Second, it was hypothesized that employees with, 
strong HONS wbuld be moce likely^ than employees with weakei; HONS, to "notice more 
variability especially in two aspects of work (intrinsically motivating job 
characteristics arid" performance-contingent rewards) that are most related to 
\he^ needs. Employees with strong HONS would be 'Uss sensitive, however, to 
supervisory style and coordination, the other two variables measured. The 
sample w^s 957 (response rate = 79%) employees of -all. levels and all units of 
a heavy manufacturing company locat-ed in the '-Midwest. The Results supported 
the hypotheses that employees' HONS is related to the variances in their 
perceptions of the'ir work environments and that , .-the sensitivity to environmental 
variation is mor^ pronounced for aspects of* the work environment ,that m^y be 
instrifmental In satisfying HONS '(job characteristics) and thdt may serve as 
feedback ^o;i> job performance (contingent rewards), 
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The Relationship Between Higher Order Need Strength 
^ . and Sensitivity to Environmental ^Variations 

' Jiigher order need stiren^h, a term derived from Maslow's concept of a ^ 

need hierarchy, has.become 'of interest to industrial/organiza'tional psychology 

researchers as a potential inoderajior of the relationship between character-^ 

istics of employees' work environment and some traditional dependent variables 

in business and industry. Hackman and L^wler (Hyi), ior example, found that 

employees with strong higher order nee\is had stronger dorrelations between 

some job characteris^tics thought to be typical* of intrinsically motivating 

jobs .(i.e., autonomy, variety, task identity, and feedback) and 'several 

\^ ' • ' ' 

criterion variables, including satisfaction, internal motivatiorl,. and perfor-- 

* ■ ^ . . - , / :> . * ' 

mance (as rated by^ supervisors) • Beehr, Walsh, and Taber (1976), found, a* ^ 

* — r 

signifi^cant (although we'ak) trend for higher orQer.need strength to modej 

- . ' • ' /"""^ 

the relationships between woijc role stress and strain (tension, . fatigue, and 

dissatisfaction); employees with strong higher order needs had' stronger 

relationships between stress and strain than did employees with weak higher 

order n^eds* Brief and Aldag (1976) however, .were able to find moderating 

> 

effect for higher order need a^trength on the* relationship between two work 
role stresses and employee re^onse^. The present study attempted 'to find one^ 
of the processes-that might be responsible fc5r any hf these, inoderatii^^ effects 
that higher order need strength' may have. ^ '* 

The studies of the? moderalting effects of higher ord^r need strength ^ ^ 
employ the Lewinian (e.g., 1951) assumption that the behaviors (and other ^ 
outcomes) of the employ:ee are a product of 'both th^ peftsQn and hii or her ^ : ' 



Higher Order Needs 

, - . 

, • • ■ . 3 

' "* • , ' 

(perceived) environment. The present study assumes that aspects of this • 

V y 

perception of the W9rk environment of the employee may be affected by the /, 
employee's higher order need strength. Specifically, it is proposed here, 
that people- will attend most closely (be most sensitive) to aspects of 
^their environments that ar.e likely to satisfy the^r own needs. An employee 
Vith strong higher brdfer needs, therefore, is ^ost* likely to attend to aspects 
o'f the work environment that are potential satisfiers of higher order needs. 
If empldyees are more sensitive to their environment, it , was assumed that they 
would be mare likely to make fine discriminations in their* perceptions of ^ 
it. Therefore, a group of people making those distinctions would have mpre 
variance in their perceptions than other people would. In western culture, \ " 

^ it is common for people^ to expect to satisfy higher order needs in thei^ 
occupatipns. Therefore, it wa?, hypothesized ^that .there would bd a tendency 

"^''^for pe6ple«with strong kigh^r order n^eds to have 'more variance in their 

jierceptions of all aspects of their wdrk environments than would people 

* >■ ■ ' ' ' / ' * 

with wea^c higher qrder hi^eds^. A second more specific Jiy^<2^-hesis was that 



there would be especially strong dif^ferences in variances of these two 
need groups' perceptions af^ job characteristics that have the greatest 



'• *f •'^rP?>£eutial for ' satisfying higher order needs. 
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Sample ♦ ^ ' ' ^ * * 

The sample represented all types of jobs and all lev'els of a large 
midweatern manufacturing^ company. A ten p'er cent- random sample of employees 
was selected -to respond voluntarily to a company-sponsored survey concerning 
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wbrk. The investigators and their staff met with the respondents in groups 
^f ten to twenty employees dufing compafciy • time tq administer the questionnaire. 
Individual employee's responses were anonymous* '"^Nine hundred fifty-seven 
employees completed the questionnaire fot a^ response rate. o5 79%. . • 
Measures 

Higher order need strengthj^ (mean » 5.65, S.D. - 1.09) was assessed with^ 
the seven-ltem ind^x described in Beehr, et. al,, (1976). fhe..me*asure was 
derived from Maslow's (1954) 'coi^cept of higher-order need^ , and from*sc^e of 
the characteristics .of intrinsically motiyafcing jobs *as outlined by Turner 
and Lawrence (19.65) * ^ A sample item is ^Ho^ importanV is the following to 

'^ou?-*The chances you have to.^ccbmplish something worthwhile."* Thi^ and all . 
other m^asiited had a range of one to severt^ 

Employees with strong higher. order needs were hypotl^esized to be sensi- 
tive especially to intrinsically mbtivating factors of job design and^ to 
reward systems that base ^rewards on performance. There were four measures 
of job factors (aufconoray/vari^^ty, /task identity, "and task feedback) thought 

^'to be intrinsically TnotivaHiin^ (Hackman & Lawler*, ,1971). The indices were 
formed^ from items thought a prtori. to measure these characteristics, and a 
varimax rotated factor analysis for f our 'factors £ouhd that^^ach item^s 
highest loading was oh its own factor. It \*§s decided to combine these foilr 
job characterljStics into' one overall toeasure, however, •because the hypotheses" 
regarded Xhes^ variables as acting as^a'single set (the intrinsicaliy moti- 
vating a^ect's of jobs) and because in both the present data and a recent. 

; . • ' : * ^ * , • 

study by Dunham (1976), usirf^ a^similaj set of m^sures, the eigen -value of 
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the factor anaiysls dropped below JL*0 after the first factor* Tfils overall 

• /* 

job 'characteristics Index was the'linean of the four jol£ characteristics^ 
mea8Mres_^ So\sie researchers (e.gr^ackinari and Oldham; 1975) have advocated 



mor^ complicated models of combining job characteristics7^Hrt~~ff8~Tioi:ed4>iL 
Dunham, most .studies have found that simple, additive combinations seem jto 
be equaPlly^good. /• , ^ « ^ 

. Autonomy (reliability =? 6*1,. mean = 4.81, S.D. = 1.23) was measured by 
th^'mean of three items: ' , * 

0. On my job I make a lot of decisions on my own. 

■ v ^ . • 

' I have a l^t of say in decisions ^whi-ch affect my. work. 

My superyisar leaves it up to me tcHtecide tipw to go <a6out5^ doing- my job. 



These items were answered on a seven-point agree-disagree scale (strongly .' 
, agree, agree , .slightly agree, neither agree nor disagree, slightly ^disagree, 
disagree, or strongly* disagree) . * 

Variety .(reliability - . 51, mean «T;12, S.D. » 1.52) was* measured on 
the agree-disagree scale by the mean of ptf<^ items (after reversal of* the 

first item),: • ' ' _ • ^'»» ^ 

— 1 

'jot) *requijes me to repeat the same activities, over and over* 
^ I do a large mSBef^"^af-~diff£5eut_^ dn'my jpb.'\ 



Task identity (reliability = .56, -mean = 5.22, ^S^. *= 1. 21)was~measTired 

'on the agree-disagree scale by the mean of three items:** ' ' 

* / * . * . • - - 

I c^n see thfe results of my own work. • . , . * • ' 



^fy liork makes a visible impact on a product or, service. 



On m^'jqb T produce a whole jiroduct oi; perform a cpmplafe service.- 
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tabiil 

on the agree-disagree scale by the mearr of two items (after reversal of t^ 

' ' • • ' ' ' ^ / - • 

second item) : - ^ . . * / 

I cari'teil how well I am doing^ ar my jol? without being told. 



Task--feedback-i|:e]4abiiity^=, .SI, mean = 5.'&5, S.D; = 1.10) was. measure's 

^ ■ . » \ • -u-— ^ • ' 

i 

t 

I 



_My job^^gives me very little idea about how well I am./perf onaing. 



There were two single-item measures of •reward"^y"stem~Characterl^tiGS* tO-, 
which ^employees with strong higher order needs were expected to be especially 
sensitive. They were contingent paj^^ (mean = 2.22, S.D. = 1.94) and contingent 
promotions (mean = 2.99, S.D. = :j.08). . / 

Here aue some things that could happen* to pestpile when they their jobs 
> % i , 

especially well. How^fnluch does doing your job especially Well increase* 

•the chances of each of the 'following fhings happeilin^ to you? • . _ 

getting a bonus or pay increase ^.^j/^ ^ ^ 

^ getting a promotion or a better job ^ * , 

Employees responded on a seven-point scale with anchors at points one (doing' 
well doesn't make* any differenc^, four (increases tlje chances a little), 
and seven (increases the chances a lot). ^ » v 

-It was hypothesized th^t employees would be somewhat less sensitive to 
variatiori "in two other types of characteristics in their work environment; 
coordination and supervisory behaviors. Coordination (meair^ 5.23, S.D. = 

i^zT^ was me5^^TrF^T^-^m--t4^^ n g ron PTfllp b _y__ the mean of two ifems; 

Many other jobs must be coordinated with mine if they are to be 
c .done properly. , ^ - " ^ ^ / , • 

In order for me to do my job properly, my activities must be closely, 
coordinated with others.^ 
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two supervisory behaviors , were measured: supervisor suppoift and supervisor 
structuring, /fs with the Job characteristics measures', items yrer* placed into 
^ / indices on conceptual grounds, but a varimax rotated factpr analysis for two 
/'Actors found that each item had its highest loading' on its own preconceived 

, facto'r. The Idwest ailch loading was .61. Supervisor support (mean « 5.19, 

^ ' ' ^ , - • ' '-^ ■ 

S.D.;«0L.49) was measured on t>he agree-disagree scale by the mean of three^^*^ terns: 
; • \< j ^ V - 

My supervisor 'is friendly acnd easyf to approach. 

My supervisof t^es personal interest in those he su^rvises. ; ^ 
My supervisor is willing to listen to what .1 have to say.. * ^ ^ 

' ^. ' Supervisijr structuring (mean « 4.50, S.D. •«-*-1.56) ,was measured on the 
ag-me-aisagtee' ffcale* by the in^an of two items: ^ 
Hy^ supervisor mak^s ^i^ clear hoW I shoyld do my work. 
My supervisor makes sure his people have clear goals to achieve. 
This index measured the supervisor ?s guccesfe at structuring the subordinates' 
work by making^it clear what they should ddph their jobs. 

Table 1 contains trie correlati*6ns among all variables. ^ ^ ' ' 



Insert Table 1 al>out here. 



Analyses . ' - 

* , . — ^ _ _ * * - 

The sample w^s divided into thir^s^otr liigher order^need strength variable. 

i- i^r^ '^^-^^^ ^^^g-^en flt^-^ ^he strong vM ghe'r order need" strength group > and the 



bottom third was^ designated the weaker higher order need strength group. .The 
middle group was hot used for analysis,^ aS the higher order need strength measure 
probably was not sufficiently p^-ecise to permit the discrimination of small dif- 
ferences among , subgroups . * , , , - ' 



ERIC 



1} 



> 



Higher Order Needs 

: 8 



4fari.ances on al^^ measures were computed for -the strong an^-J^aker Tilgher 



order need strength groups, and tests were^alculated to test for significance* 
•f ^differences between -varieinces between, the two groups. In addition,^ the \ 
Wilcoxen' test wafe Calculated in order to get a measure of overall differences 
between the two groups. The Wilcoxen (Hays, 1973) tak'es -into .account both the 
size and direction of differences between pairs of scores (variances in this 
study). A nonparametric test, the Wilcoxen had the advantage in this study of ^ 
giving an overall test of the hypothesis without having the parametric assumptions 
regarding the sample distrubution. One-itailejd tests were use4, bedause the 
direction of the differences was predicted in' the hypothegi^. 

Table 2 contains the comparisons between §tfong and weaker .higher order 
need strength groups on the variances In perteived environmental characteristics 
for the entire sample. For all variables, the difference between the vari- 
ances 'were in the hypothesized direction^ .For four of the six, the F was aigni- 



Idsert Table 2 abgut here 



fi^ant. ^ince^all differences between pairs are in the hy^Jothesized direction, 
the Wilcoxen test, as a test of- the significance of the dif ferencesjin the table. 



overall, was also highly significant (T « 0» P < -OD • Thus, these tesults were 
consistent with the f^Lrst hypothesis. The <sec^nd hypothesis, that the differences' 
ilL ^riance would b^^ found primarily in the measures, of perception of job characr 

teristics and reward systems. Was not entlreiy-strppoctedJ^xJlt^i^overall analy 

^ - ^ ' ~ — 

sis. as all of the differences were in the hypothesized direction; and among 
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those four diffSrences whj^/ had signigicant F'^, one was for supervisor ^ 
Bulpport, whicK waTlibt'expeOTed to show a large difference. " 

^ ' Discussion ' J 

^Overall, emplbyee's' hij;her order need Strength does seem to be related' 
to ^e^4/ariances^in their perceptions of their work envl;ronments. It is sug-' 
gested thap^this is because people expect that, higher order needs can b^^^atis- 
fied at work, and that therefore, those employees with strong higher order needs 
have_mpre to gain by being more sensitive t;o variations in their work environments 
^Also supporting this interpretation was the fact that variances of the per^ceptlons 
of all three of 'the characteristics of intrinsically motivating jobs were sig- 
nificantly different between the two need'strength groups, while -only one of ' 

the V0riances of perceptions of the other three job characteristics was sigjiif- 

« y ^ • * ' 

icantly different between these groups,. 

Whether the greater variance in perceptions ot wx>rk e^ironmexfl indicates 

more or\less accuracy of perception is not determined in this study.. JX is 

possible that strong higher order needs lead people to^ be more? sensifatve and io 



notice real (a.lthough perhaps small) differences in th^ir work situation, but 
an alternative explanation is that people with ^trong higher order needs are 
'Tikely have distorted 4)erceptions o^ their environments. 

Further research on the topic could be addressed to the ques4:ion of whether 
the, greater variance in perceptions of the strong higher order need strength group 
is related to actual variation in thfe objective work situation. One approach to 
this question woi4j).d be to deten^ine, among people with strong higher order heeds, 
whether tho^e reporting th^ extremes on' s&me of the variables, e.g. Intrinsically 
motivatiri^^lolr^^ ^obs that are at the objective extremes on 
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<^ ^ J . . 

_a.urh* ch^^aet^rt^tlcs * ^ Either an experimental study in whicR jo6 characteristics . 



are manipulated or a correlational study in which trained observers rate the job 
characteristics (e.g. Jenkins, Nadler, Lawler, and Cammann, 1975) would be- an 
appropriate approach. * » ^ 

Another area for further research concerns th^ possibility Jihat the variances 
in percept ions •►of job characteristics ate related to higher order need strength * 
simply because employees with strong higher order needs are placed in s greater 
varieify of jobs thin are employees with weaker higher order needs. Work is 
currently underway on this hypothesis; we are comparing strong versus weak higher - 
order need strength groups that' are in objectively similar jobs (i.e.,^b title, • 

plant location, etc.). ^ ' 

• . ■ \ . 
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Correlation Coefficients Among All Variables 
-(N = 888) 
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.Table 2 * , , . ' 

Compardson of. Variances In Perceived Envlroiunental CharactelTtsltcs:/ 
Strong Versus Weaker Higher Order Need Strength ' Employees . 
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